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Sugar Industry Strategic Plan
Sugar Commission of Fiji*

CHANGING ATTITUDES
Implementing “Best Practice” for anew World in Trade

“ Our future liesin our working together as a team”
Ratu Sr Kamisese Mara

Introduction

Sugar is the backbone of our national wedth. Since
independence it has funded the growth of the economy, earning
farmers, workers, suppliers and government hbillions of dollars to
develop infrastructure and raise the standard of living for all.

Now the industry is facing a challenge to adjust to mgor changes
in the market. To progress and develop in the new millennium we
require a change of attitude by all stakeholders.

We must invest in extra efficiency, cut costs through automation,
improve mill capacity, and educate cane growers on how to increase
their income.

Over the past decade the industry has carefully laid the founda-
tions for change, through major consultancy reports, fidd studies and
various mechanisation trials to evaluate appropriate Best Practise
standards.

! The Strategic Plan is reproduced here without any change to the text. Appendices
referred to in the document are bulky documents, thus are not reproduced.
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From this postion of drength, and following exhaudive
consultations and anaysis, the Sugar Commission of Fiji has now set
a clear course to achieve industry goals through our strategic plan
‘changing Attitudes'.

Y ou hold the blueprint to our future in your hands. Please read it

carefully.
Gerald Barrack

Chairman,
Sugar Commission of Fiji
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CULTURE
by 2010

Overview

This strategic plan will ensure the Fiji Sugar Industry flourishes
in the 21% century, and meets the demands of new market redlities by
improving its core efficiencies.

The reform agenda is comprehensive in  scope. The
recommended actions ae firmly based on in-depth externa
conaultants reports on farm productivity, mill-efficiency and rail
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operations, as wel as mechanisation trids, fidd sudies, cane
research, detailed economic analysis and extensive liaison with al
stakeholders.

The strategic vision shaping the plan is for the sugar industry to
be a hedlthy and sustainable industry that cares for its environment,
rewards excellence, caters to multicultural aspirations, strives to have
an appropriate Best Practice work ethic, and aims to become competi-
tive in the World Market between 2010 and 2020.

There are no substantive reasons why sugar should not remain
the backbone of the economy. There are mainly problems of percep-
tion: a resistance to change with the times, and the mistaken belief that
maximising sectional interests ensures best returns. Hence the title of
the plan is ‘ Changing Attitudes .

The analyss underlying this plan shows it will take two decades
before Fiji can reach a sufficient level of efficiency to compete effec-
tively under the WTO rules. It will require a dedicated effort, and sub-
gantial time to help leve the playing field. To reach a globdly com-
petitive Best Practice culture depends on a host of co-independent ini-
tiatives for which sound partnership agreements are necessary. New
rules are needed, because the old regulations are strangling the indus-
try. The viability of farm and mill into the 21* century also demands
simultaneous investments by various parties and co-ordinated im-
provement in al aspects of the industry. Sugar industry operations are
highly interrelated.

The plan therefore is an integrated package of change that stands
or fals together — ranging from improved sugar cane variety mixes
and crop husbandry skills to sustained grower education and industry
communication programs, from mill efficiency upgrades and new
quality control measures to workplace reforms and productivity incen-
tive systems; from sugar cane research infrastructure and regional de-
velopment to field mechanisation and rail transport restructuring.

The gtrategic plan has identified seven core strategies for indus-
try development, with an initia focus for the 1997-2001 period. A re-
view of these main strategies should be conducted in 2001, before the
start of the second five year period when Quality Cane Pay is close to
starting and lease uncertainties are resolved.

The Agenda of Reform spans 20 years in three distinct stages.



Document Sugar Industry Strategic Plan 330

Stage 1 Stage 2 Stage 3

Function Areas& Strategies
1997198|99 (2000( 01 {2002 [ 03 | 04 | 05 | 2006| 2007 | 08 | 09 | 10 [ 11 |12] 13| 14 [ 15| 2016

Communication
[* Best Practice Campaign > > >
[ Quality Cane Education
* Public Awareness/PR
* Relation with EU RN NP S R RN R R S
Investment

* Mill Efficiency (a) Season 26 weeks
* Mill Capacity to 4.6MT

* Railway Upgrade (7Km to 14Km/h)

* Farmers Bank (Study)
¥ VanualLevu Infrastructure

Quality Contral
* Land Utilisation Board R
[ Sector Based Targets

* Worker Participation (see 5.5)
Railway Restructuring

[* Investin Rail (see 2.3) ($40)

[* Create Independent Profit Centre
[* User Pay Charges

* Improve Tractor Trailer Operation
* Transport Other Cargo F=1-—-——1-
Productivity I ncentives

* Trial Quality Cane System

* New QCP Enhanced Sharing Formula
* Green Cane Bonus Schemes >
* Trial Mill Q.W. Payments

[* Mill Quality of Work Pay Payments

Y
v

> -——1->]

Y

Y
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Stage 1 Stage 2 Stage3

Function Areas& Strategies
1997 (98] 99| 2000 01 {2002 | 03 | 04 [ 05 | 2006| 2007 ( 08 | 09 | 10 | 11 (12| 13| 14 | 15 2016

New Technology
* Introduce Mechanical L oading (2.0MT) -—q4--1t-r
* Mechanical Harvest Trial
[* Research Other Mechanical Options S N I VU R NS O A N N U U ) NN
* GIS Mapping with NLTB

* Mill Automation

* Value Adding & By -product

Restructurelndustry
Or ganisations >
* Sugar Commission of Fiji

* Fiji Sugar Corporation

[* Sugar Cane Research Centre

* Sugar Cane Growers Council —t
[ Fiji Sugar Marketing 1=
* Sugar Industry Tribunal
* Total Target in Extra Sugar from 4MT 50.000 Tonnes P.A 100.000 Tonnes P.A Up To 130.000 Tonnes P.A
* Sugar From ExtraMill Capacity | cmmeemeemeeeeee 50.000 Tonnes P.A 75.000 Tonnes P.A
* Total Accelerated Investment Needs &80m $40m | mmmmmmmmeee
Stage Date Focus Main Strategies Stage Date Focus Main Strategies
1. 1997 — “Investing in Introduction Productivity Payments 2. 2002- “Quality Cane Introduce Quality Cane Pay
2001: Efficiency” Re-organise Industry Institutions 2006: Benefits” Set Sector Based Targets
Revitalise Rail Transport Improve Rail/Farm Interface
Invest in Mill Efficiency Selective Mechanical Harveding
Improve Public/Grower Awareness Optimum Mill Efficiency/Capacity
Phase in Mechanical Loading
Start Land Utilisation Board 3. 2007- “Best Practice Maximise Sugar Content/Acre
User-Pay Charges on Rail 2020 Culture” Expand in Vanua Levu
Automate Mills appropriately
Increase Mill Capacity to 4.6MT
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Vision 2020: From ‘a Way of Life' to ‘a World Competitive

Business’

The sugar industry faces more than an external threat in the Euro-
pean Market. There are two additional challengesit hasto adjust to, asa
result of expansion over the past 25 years. The wage costs are blowing
out dangeroudy, while the underlying productivity indicators have been
dropping at 6% per decade since 1966.

Falure to address these issues co-operaivey, timey and
effectively will see the industry shrink under combined market
pressures — first with a loss of viability of indebted farms, followed by
the closure of rail services and bankruptcy of farms, and serious job
losses. Cane volume would drop to 3 million tonnes per yesr,
government revenue would diminish by at least $50M p.a, and the
currency may devaue. Restructuring the sugar industry to a globally
competitive ‘Best Practice Culture amounts to a sustained effort by
all stakeholders to overcome these thresats by:

1. Increasing the sugar per hectare efficiency from existing tonnage
by up to 20%.

2. Raisng farm productivity by growing up to 20% more cane per
hectare.

3. Raising mill capacity from 4.0 to 4.6MT or 15% (assuming 5% of
land will go out of production) to have the mill capacity to cater
for extra farm production.

4. Lowering controllable farm and mill production costs by 15% to
20%.

These four goals to improve the bottom line underlie the industry
core strategies, and are supported by a variety of supporting measures,
such as the promotion of inter-cropping, and a stronger focus on
marketing and new product devel opment.

Because the extra sugar produced may have to be sold at world
market prices, this dain of improvements may only lift the bottom
line by 25 to 30%.

Stll, for most farms that is not only enough to remain viable
producers under WTO, but will enhance the profit of cutter, grower,
miller, government and the community. In average terms, the totdity
of the industry development reforms will increase grower incomes by
at least $6.00 per tonne over trend expectation, increase cane output
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by 20%, and lower production costs by $5 per tonne.
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To achieve these al important increases in efficiency, the sugar
content of cane (POCS) and the mill co-efficiency of work (COW)
need to improve systematicaly. That will be impossble without
accelerated investment in mils, railway and farm. Over and above
FSC's usual Capitd Investment Program, $85m is required to get the
benefit of a 26 week crushing season, and $40M is needed to upgrade
the rail system and double average loco speed from 7 to 14kmph.

The plan cdls for the Fiji Government to re-invest its sugar export
tax into the industry, and for growers to start sharing in the industry
investment, to give the industry a sound financia basis for improved
efficiencies. The return on these investments is excellent, for FSC,
sugar cane growers and for the Fiji community.

Without either Government and Growers coming to the party, the
industry will not be able to restructure successfully, and the industry
will wither and go in decline.

But to change the underlying productivity of the Fiji Sugar
Industry will take more than money and facilities. It will require a
change from a well established way of life to a new level of
professionalism for mill employees and for sugar cane growers to
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regard farming as a competitive business. This will require a long
process of re-education and the plan cdls for a promotion budget of
up to $100,000 p.a

The change program is further complicated by the aspirations of a
dgnificant number of Fijian landowners to start farming their own
|eases after the lease terms of the current tenants expire. It is hoped the
resulting uncertainty about ALTA may come to an end for it has been
polarising sectiona interests and hinders essential structura reforms.

It is clear that Fiji will require access to the European Union on
current terms for at least 20 years. There is no shame in that and there
are severa very sound arguments for a continuing preferential
relationship. Even Asian tigers have asked APEC, and received some
shielding from free trade before the year 2020.

It stands to reason that the sugar industry must step up its interface
capacity with its key customer, and receive strategic support from the
government. An Embassy is required in Geneva to assst in WTO
negotiations. Fiji Sugar Marketing requires video support to explain
Fiji’s dtuation, and more European decision makers should be invited
to our shores to see with their own eyes what effect their vote will
have.

Implementation: A Co-operative Framework to facilitate
Industry Change

The restructuring of the industry will take years of dedicated effort
in highly specidised areas. Increases in efficiency are hard to achieve
without growers, miller and mill employees working together on
common problems. Some of this effort requires investment; dl of it
needs greater co-ordination between partners.

The sugar industry strategic plan has created a new committee
structure under the auspices of the Sugar Commission of Fiji, to effect
necessary changes. During the planning period, these committees have
dready started to contribute significantly to industry development and
detailed rolling action plans have been created by each committee.
(See “Action Plans 1997 — 2000” available through SCOF).

These SCOF committees are not decision making bodies because
the various participating organisations remain independent. Instead,
the committees will act as inter-organisationd teams, developing pro-
posas for consideration, facilitating the implementation of agreed
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programs, and acting as expert reference panels.

By necessity, this strategic plan is limited in its ability to lay down
detailed guidelines for all aspects of future industry change require-
ments. But the various committees are designed to fill this need, and it
is important to invest in the training of committee members and to

nurture leadership and technicd abilities.

POLICY REVIEW
& DEVELOPMENT

]
: COMMITTEE
|
RAILWAY
-———l RESTRUCTURING
| INDUSTRY SUB-COMMITTEE
.___I PUBLIC
| |RELATIONS HARVESTIG &
'—__I DELIVERY
| SUB-COMMITTEE
ST | ——4
| PLANNING & QUALITY CANE SUB-
__" _______ LIAISION GROUP COMMITTEE
scrl | ——|
INDUSTRIAL
RELATIONS

INDUSTRY INVESTMENT &

SUB-COMMITTEE

SUGAR CANE

MILL EFFICIENCY
ADIVSORY COMMITTEE

COMMITTEE

RESEARCH ADVISORY

Thelndustry Investment & Mill Efficiency Advisory Committee
will provide the cost/benefit analysis of various investment proposals
and funding applications, including the assessment of a new Cane
Pricing Formula under the Quality Cane Pay system. This committee
will also guide the restructuring of Fiji Sugar Marketing.

Fiji Sugar Marketing (FSM) is st to become a fully industry
funded organisation, taking responghbility for the sugar shipping func-
tion, and provide industry with an improved capacity to study markets
and market new value-added end products.

The industry strategic plan proposes to improve mill efficiency by
means of :

(1) Industry investments on special terms to boost mill efficiency &-
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ter cost/benefit analysis by the Industry Investment & Mill Ef-
ficiency Advisory Committee.

(2) Introduction of productivity pay incentives for al FSC employ-
ees to reduce costs and stoppages, and improve sugar recov-
ey.

(3) Enshrining minimum efficiency standards into an enhanced cane
pricing formula under the new qudity cane pay system Start-
ing in the year 2001.

The Quality Cane Sub-Committee guides the introduction of a
new system and a formula of measuring the sugar content of cane
through core sampling. Proposed for full implementation from 2001,
the Quality Cane Payment system not only allows for productivity
payments to growers, but also has incentives for the miler.

One of the centra causes why the industry is losing efficiency lies
in its payment systems. The uniform pay-packets for grower and mill
employee are out-dated, and stem from colonia days when perform-
ance standards were consistent. These old standards no longer exist.
To unlock the hidden wealth of efficiency, the industry will have to
have a diding pay scade that recognises individua excellence over
mediocrity, hard work over laziness.

Another cause for the loss of efficiency lies in the limited re-
investment capacity of the Fiji Sugar Corporation. Between 1970 and
1980, the industry revenue Sharing Formula was changed three times
reducing the miller’s earning by 33% in favour of the growers. No en-
terprise can be stripped from its revenue base like that and perform at
maximum efficiency and no mill employee can be fully productive
when re-investment is below optimum.

The new Quality Cane Pricing Formula will help overcome this,
and provide both grower and miller with financid incentives to invest
to improve efficiencies.

The Industrial Relations Sub-Committee guides the introduc-
tion of productivity payment incentives in the mill, and asssts with an
improved framework of employee relations. The accent in future will
lay on effective teamwork, innovation, and cost-consciousness, in ad-
dition to a new focus to reach station based goals.

Productivity payments are a cornerstone of a healthy industry, and
a system of measuring individua performance is tested in 1997 for in-
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troduction in 1998.

The introduction of productivity payments will go hand in hand
with improved employee relations, grievance procedures and un-
ion/management partnership.

TheHarvesting and Delivery Sub-Committee isoverseeing the
introduction of mechanisation in the harvest; aims to improve harvest
communication systems and reduce stale and burnt cane. Mechanical
loading is a key dly in reducing harvesting cost. It aso overcomes la-
bour shortages and doubles cutter incomes.

The Sugar Cane Research Advisory Committee was set up to
facilitate the creation of independent Research and Extension Serv-
ices. There is a great distance between the poor performance of many
growers, and the excellent results obtained on research plots and
grower education is high on the agenda.

The industry will require independent advice on the optimum mix
of cane varieties for different soil types, to improve farm viability and
give a scientific basis to quaity control in each of the 38 sectors. Fiji
aso requires the development of additiond varieties and the protec-
tion of continuing research in disease control.

Sugar Cane Research requires new facilities and an expanded
budget to ensure the National Objectives can be achieved. Aid funding
will be required to build and equip a new centre and the extension
services require further devel opment.

The Railway Restructuring Sub-Committeeischarged with the
difficult task to oversee the reform of rail transport and mark more ef-
ficient use of rail assets. The cane rail system needs to carry 3 million
tonnes at two thirds of current costs in order to give dl potentid rail
farmers on-time service and reduce the heavy cost burden of rail to
lorry conversions to growers. Currently, the cane rail system trans-
ports 2.1MT, down from 2.65MT in the early nineteen eighties.

Rail transport is a victim of unsustainable regulatory obligations,
funding capacity and work practices. To improve its performance a
separate rail divison must be created, eventualy supported by user-
pay charges on a zone basis, with volume discounts to encourage gang
amalgamation, and halt the wastage of too many stops.

The rail system requires extensive track repair, a host of new cane
trucks and a fleet of new locomotives. The excess amount of aged
stock that now clutters up main lines costs millions to repair each
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year. It is estimated that $40M of Industry funds are needed for the
upgrade between 1998 and 2002.

Once the upgrade isin progress, by the year 2000, al users should
pay for servicesto sustain the system. While this new strategy appears
to place rail growers in the difficult Stuation of having to pay extra
charges at an inopportune time, the picture is not quite that grim. In
fact, the pay-back on user-pay charges is very good indeed, returning
more than three times the average tonnage charge.

The favourable pay-back on user-pay charges is due to the poten-
tiad savings by ral growers on lorry transport, and the substantial
revenues from extra sugar. The analysis that supports these calcula-
tions, has been cautious. The target for 2010 is to recover 107,000
tonnes more sugar from 4 million tonnes of cane lifting production
from atrend expectation of 427,000T to 534,000T.

This extra productivity flows from Best Practice benefits. It im-
plies a mgjor reduction in burnt and stale cane — by removing its pri-
mary causes. This target has been kept well below current research
achievements, and well below historical capacity: An average sugar
content of 13.4 POCS is eminently achievable.

Even though the Return On Investment for Government and The
Industry is very promising. it will take strong leadership to explain
these benefits to the community.

But there are clear precedents. In the 1920's Fiji faced a smilar
problem, when sugar prices fell stagnant, and the cost of production
on CSR edtates escalated. To restructure the sugar industry the Export
Tax on sugar was waived. Clearly, history proved that was a very
sound investment for Government and the Fiji community. As a result
the small leasehold system was introduced.

The Fiji Sugar Industry again faces the need for a new and unified
development philosophy.

10 Point Action Plan
1. All Industry Organisations. Communicate Best Practice to Constitu-
ents
Use Televison, radio, and regular press news to propagete on the bene-
fits of the change program. Fund $100,000 per year by SCOF Best
Practice campaign from 1998.
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10.

Government: Invest Sugar Export Tax in upgrading Industry Effi-
ciency

Request the Fiji Government to re-invest the proceeds of the Sugar

Export Tax to upgrade mill efficiency to world competitive Best Practice
standards. After 2002, invest 50% of the Tax into Cane Research.

FSC and Growers Council: Invest $40M of Industry Revenue in Rail
and Mill efficiencies

Industry to match Government investment dollar for dollar initidly to
upgrade the rall transport system over five years to double effective
speed, and to increase capecity by IMT.

Land Utilisation Board: Improve Quality Control on the Use of L eases
Sat up a Land Utilisation Board with NLTB. Lands and Town Panning
Dept., to ensure that cane leases comply with Best Practice management
guiddines

FSC, Growers Council, and Extension: Focus Quality Control on Sec-
tors

Focus research, data andysis, fidd services, extension, performance ta-
gets and mill area representation on a sector basis, supported by GIS

mapping.
FSC, and Growers Council: Restructure Rail and I ntroduce User-Pay
Set up a separate Rail Divison - once customer service is improved (see
#3) and share the cogt of rail trangport with rail growers, according to the
Sharing Formula 72/28, charging azone based user-pay charge from 2000.
FSC and Growers Council: Start Quality Cane Pay & Green CaneBo
nus
Introduce the quaity cane payment system to reward growers for the sugar
content of their cane, and the diligence of their harvesting methods and
fund an anti-burnt cane campaign to reward the best gangsin each sector.
Sugar, Unionsand FSC: Introduce Mill Employee Productivity I ncen-
tives

Introduce productivity incentive payments to reward mill employees who
increase mill efficiency by reducing costs, stoppages and recovering extra
ugar.

SCOF, Growers Council and GrowersFund : Phasein Mechanisation
Ensure rgpid introduction of mechanica loading to cut rail stops, reduce
harvesting cogts, and double cutter incomes. Fecilitate 100% loansvia

the Sugar Cane Growers Fund.

All Industry Organisations. Update the Purpose of Industry Institu-
tions

Fecilitate industry change by improving the operations of dl inditutions,
reviewing the Master Award, and inviting the NLTB to join SCOF.
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1. Promotethe Benefits of Change

It is along way to the European Union where most of Fiji’s raw
sugar isrefined. Yet it isin Brussels and London that the future of the
Sugar Industry may well be decided. A stroke of the pen in Geneva
could destroy the economy here in a few years. The World Trade Or-
ganisation has big brains. But doesiit redly know Fiji?

Thereisaso agreat distance from the executive offices of Suvato
the hearts and minds of harvesting gangs, mill employees and farmersin
the cane fields. Out there, the threat to Fiji’s traditiona markets is ill
largely a paper exercise, far removed from the rhythm of the rurd life,
and the whistle of the morning shift.

In cane areas the news messages of price uncertainty and industry
restructuring are too abstract to change opinions. There are already so
many things to worry about each day. Deep uncertainty about the re-
newa of native land leases, cyclones that destroy a part of the crop,
farm debts that keep on mounting up, impassable cane roads. Why
worry about farm profitability after the year 2000?

Thus, the first and foremost strategy to be employed by all Sugar
Industry ingtitutions, is to educate al stakeholders to embrace Best
Practicesto overcome inefficiency; to broadcast Industry achievements
and new restructuring plans in the media; to inform gowers, workers
and the public of progress made, and continually strive to promote the
financial benefits of change. Leadership must be visible! Successful
teamwork can only happen when dl the players know the game plan.

The benefits of changing work habits are substantial and vita in
the WTO market climate. Cane growers can boost farm income by im-
proved planting, husbandry and harvesting methods. Harvesting gangs
too can double their wages through mechanisation. Rail costs and haul-
age time can be halved, saving millions in opportunity losses. Mill em
ployees can sgnificantly improve their incomes with incentive pay-
ments by improvements in station productivity.

There is a specific need to focus cane growers awareness on the
mechanics of the quality cane program. Traditionaly, growers have
been paid by the tonnage. The proposed shift to pay for sugar content
will lay the foundation for a more competitive industry. But the new
price sharing system must overcome old suspicions, and requires an un-
derstanding of the real benefits to the community.
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To be successfully introduced, a multi-lingual PR campaign will
be required over a three year period from 1999 to 2001, including TV
and Cinema advertisements.

It is dso necessary to vastly improve community appreciation of
the activities and achievements of the Sugar Industry. Public debate on
matters of detail has created a negative impression of the industry as a
whole. Decision makers are regularly attacked in the press by populists
offering smpleton solutions to complex issues. Careers are made by
doomsday sayers and panic merchants. Theimpression bystandersget is
of afdling industry, riddled with prablems.

Nothing could be further from the truth. Like any commodity,
sugar has its cycles. But Fiji till proudly produces mountains of sugar
each year. The Sugar Mills are efficient by international standards.
Compared to CSR the FSC now mills two times the volume of cane, yet
manages to do so at only two thirds of the income base. Mills dso in-
vest millions of dollars each year in mgjor capital works, and pay over
$30 million dollar in wages per year.

The Fiji sugar industry is a quite achiever, but it has many a good
story to tell! The industry is vibrant with technical trias, training pro-
grams, seminars, investment, innovation and research programs. It is
important that these stories are heard and seen in Europe, and fully ap-
preciated by the loca public and by government.

Fiji’s nationa interest may be submerged in the implementation of
new WTO trading rules. It is vital to continuoudly raise public aware-
ness; to help ensure that all stakeholders in the industry are adequately
informed of the issues and of the progress towards stated goals, and by
greater knowledge and support of Best Practice initiatives.

The key messages of the ‘Best Practice Campaign’ include the
promotion of Sugar Cane Research and Extension Services, farm in-
come growth potential and techniques, mechanical |oading benefits, and
the pride of working in the Sugar Industry.

Implementation

SCOF s Policy Review and Development Committee will regularly
inform the media on the progress made by its sub-committees. FSC,
SCGC, SCRC & ROC have set public education goals including regular
press releases, radio programs, in-house and member magazines, and
the ongoing Extension Services to growers.
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The multi-media Best Practice campaign requires formulation be-
fore responsbilities can be assigned. It is recommended that, in addition
to the advertising production costs, a media budget is set aside of up to
$100,000 p.a. through SCOF. Thisinvestment isto teach key Best Prac-
tice technigues to the community of cane growers and stakeholders in
the Sugar Industry, as well as promote the substantial financial benefits
of changing work practices.

INDUSTRY DEVELOPMENT DIRECTIVE #1

“Thelndustry Has To I nspire Growers, Workers And Public, And Replace
Cynical Complacency With Clear Information”

For this strategic plan to be effective, and to have a fighting chance of suc-
cess a dl, the gaps in understanding amongst sugar industry stakeholders will
need to be bridged by a new commitment to regular and professona communi-
caion.

Poor growers often do not realise how they can improve their incomes by
20%. Many Mill employess lack a sense of pride in their industry. The media has
forgotten that the Sugar Industry is a noble, quiet achiever that pumps $300 mil-
lion dollars per year into the Fiji economy. The under-employed have not woken
up to the fact that cane farming is good and hedlthy work, lucraive enough to
build afamily in the country, with an enviable qudity of life.

It istime to look upon the news media as an dly, to move away from conflict
based, negative press stories to sharing information on the chalenges to the in-
dustry. Prepare to play on the WTO “leve” playing field by embracing Best
Practices. It is a chdlenge that will affect the pay packet of everyone in the coun-
try.

STRATEGY 1.1 Communicate the Stepstowards Best Practice Goals

(1) Engage a PR Consultant to create a multi-lingual media strategy

(2) Use FSC, SCGC and committees to formulate Best Practice guidelines for farm
management, planning, husbandry, harvest, delivery

(3) Estimate the benefits for individual stakeholder and industry

(4) Create brief outlines of messages e.g. when to plant what variety

(5) Produce and distribute videos, (some through the ROC team)

(6) Embark on a systematic media campaign, including TV, Cinema

(7) Measure the recall and effectiveness of the advertisements

(8) Print various Best Practice steps and objectives in in-house magazines

(9) Select alocal expert with ahigh profile to deliver media messages

STRATEGY 1.2 Educate Growersand Mil Employerson Quality Cane Benefits
and Wor kings

(1) Usethe Best Practice Media Campaign to introduce Quality Cane Pay

(2) Start the campaign by visually showing atrial during the testing period

(3) Explain the mechanics of the new system




Document Sugar Industry Strategic Plan 343

(4) Use industry leaders to explain the benefits of the shift from cane tonnage to
sugar content

(5) Broadcast the dummy results of tests to establish credibility

(6) Ensure that the new Quality Cane Pricing Formulais explained in publications

(7) Ensure that growers are convinced of the extra productivity potential.

STRATEGY 1.3 Improve Public Appreciation of Sugar Issuesand Industry

(2) Position the Sugar Industry as the quiet achiever, the backbone of Fiji

(3) Set up asystem of regular pro-active press releases, minimum weekly

(4) Improve timely positive responses to negative press stories

(5) Systematically inform the public of the achievements of the industry, and the
progress towards restructuring goals, including the use of sub-committee key
agendaitems

(6) Nominate employees of the month and sent their pictures to the press

(7) Attract high profile spokespersons who effectively reach audiences

(8) Set up ahome page on the internet for students and journalists and include sub-
stantive materias

(9) Create a dedicated budget to public relations and grower education

(10)  Sponsor USP/Academic studies that highlight the Industry change benefits

(10) Nominate projects, farmers, sector achievements for publicity

STRATEGY 1.4 Improvethelndustry Relationship with Target Markets

(1) Encourage Government for an embassy in Geneva to effectively participate in
WTO

(2) Create an international Internet policy support network of academics

(3) Focusindustry through SCOF resources to improve EU relationship

(4) FSM create and distribute a video about Fiji’s sugar industry

(5) Document the case for EU support for continuing Lome support

(6) Create separate FSM posts for the Pacific and EU marketing

(7) Expand FSM market intelligence by placing personnel with brokerages

(8) Create aregular interface with the Fiji WTO unit

(9) Promote the strategic plan in Europe and other relevant markets

(10) Invite decision makersto Fiji shores for study trips

BENCHMARKSfor Stage 1:

(1) Obtain EU guarantees of price/quota protection until 2020

(2) Achieve afavourable repositioning of public perception of the industry

(3) Achieve ahigh recall of Best Practice benefits amongst cane growers

(4) Achieve ahigh recall of Quality Cane Pay benefits amongst growers

(5) Achieve a significant increase in the sense of pride and purpose amongst those
who work in the sugar industry
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POCS* TREMND - 1968 to 1996 POCS* TREND - 1887 to 2020
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2. Invest in Best Practice Efficiencies

The dominant investment strategy of the sugar industry over the
past 25 years had a focus on cane volumes. It has been a good strategy
for Fiji’s development, boosting export revenues significantly to help
build the nationd infrastructure, and providing a decent livelihood for
an additional 10,000 cane grower families.

But the strategy came at the cost of a steady drop in productivity of
6% per decade. The causes are manifold, such as changesin cane vari-
ety, a push of cultivation into hilly areas, stress on rail, and a significant
drop in on-farm husbandry and harvest standards — like bad seed cane,
late planting, early cutting and a disastrous increase in burning.

To meet the chalenge of competing on the open world market, al
stakeholders in the industry will have to shift their investment strategy
to reach new standards in efficiency. Because of operational intercon
nections in the harvest, this strategy requires a tandem approach to be
successful. There is no sense investing in mill efficiency, if ral trans-
port and harvesting gangs can’t keep up with the pace.
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The Sugar Industry is capital investment intensive. In addition to
millions spent on repairs each year, the FSC will invest over $8M p.a.
over the next 50 years just to replace capital equipment. But to lay the
foundation for a Quaity Cane Program, mills and railway require an ac-
celerated investment of $80M between 1998 to 2002 — to bring produc-
tivity back to TCTS 8.4 in five years. Thisinvestment packageisan es-
sentia first step to drive the stage 1 reforms, and to lift efficiency capac-
ity.

Mill Efficiency: Raising Standardsfrom Historical to Best Practice
Levels

Contrary to popular belief, mill breskdowns have not increased sig-
nificantly since the Fiji Government bought the mills from the CSR.
Experts, such as Landdl Mills, aso confirm that the four sugar mills are
efficient by international standards, with good sugar quality and histori-
ca levels of sugar recovery mainly affected by risng impurities from
burnt cane. (See “Action Plan”)

But the historical standards of mill efficiency, and the related level
of mechanica breakdowns, will be insufficient in future to compete on
a world market, nor acceptable to growers. The world has moved on,
and the expectations of people have moved with it. Mill breakdowns
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may not have changed much since 1975 but the patience of growers has.

To reach a new Best Practice Standard of efficiency, the mills
should be able to reduce stoppages by 40%, boost efficiency by shorten-
ing the crushing season to 26 weeks and, with industry investment,
move sugar recovery to 90% or more.

By trying out a new system of productivity pay incentives, mill em-
ployees are now set to link pay rises to their capacity to improve effi-
ciency, aiming to reduce downtime by focussing on reducing operator
errors and increasing repair quality.

But there will dways be mill stoppages due to cleaning, rain and
machine failure, and the mills need extra efficiency and capacity. Toin-
crease mill capacity to crush 4M tonnes within a 26 week season will
require an estimated $85M, of which $30M is expected to come from a
reduction of stoppages due to productivity pay, $15M from FSC earn-
ings from the reforms, and $40M is required from outside sources over
the next five years.

In addition, to finance investments in equipment that improves
sugar recovery, but which do not have a viable pay-back period for FSC
from its 28% share, growers stand to benefit from special industry de-
velopment investments in mills.

The Pay-Back Period: The Return on Investment in Extra Sugar
Produced

In the past CSR made 262,000 tonnes sugar from 2M tonnes cane
(TCTS=7.6). With accelerated investments, promotion of Quality Cane
Pay and Best Practice the industry aimsto reach equivalent efficiencies
for 4M tonnes between 2007 and 2010. A sound investment, creating an
extra 107,000T sugar, or $35M p.a.

The average POCS for 1995 and 1996 dropped dightly below trend
expectation to 11.4 with Mill Efficiency Coefficient (COW) affected by
the exceptiona high volumes of burnt cane down to 95. Four million
tonnes of cane produced therefore 426,000 tonnes of sugar (TCTS=9.4).

Should no agreement to finance the Agenda of Reform be forth-
coming, the decline in sugar content and recovery would continue at
0.6% p.a. and by 2007 the industry would expect a POCS of 11.2% and
a Mill Efficiency (COW) of 94. The trend predicts therefore that 10
years from now the TCTS would be 9.6, and that 4AMT of cane only
produces 415,000 tonnes of sugar. A recipe for disaster!

But the Stage 1 investment will see the POCSriseto 12.5, based on
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a shorter crushing season, lower cane delay and a reduction in burnt
cane. The COW is expected to rise to 97, producing 477,000 tonnes of
sugar from 4MT (TCTS=8.4).

This is 50,000 tonnes more than the trend expectations in 2001
(TCTS9.35).

Stage 2 will see the POCS trend rise to 13.4 through better cane
qudity, while the COW is expected to rise to 99, creating 107,000 ton-
nes of extrasugar over thetrend expectation (TCTS=7.7). During Stage
3 this will further improve through Quality Cane Pay incentives, new
cane varieties and Best Practice programmes to 545,000T from 4MT.

The POCS Graphs show this progression of productivity from 1996
to the 2007 to 2010 period. Even if no preferentia market could be
found for al this extra sugar (a very unlikey scenario), and the
107,000T has to be sold at world market prices, the return on invest-
ment is still $35M per year after 10 years.

(A full breakdown of trend performance and Nationa Objectives
can be provided through the SCOF Industry D evel opment Committees).

A comparison of POCS Trends
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Rail Transport: Benefitsfrom StrengtheningtheWeakest Link in

the Chain
The cane rail transport system is aso in need of extra investments

worth $40M over 5 years to double the effective travel speed. This in
vestment in upgrading is in addition to over $12M p.a. now spent on
maintenance and operations cost. Following restructuring, the rail sys-
tem requires user-pay chargesto be viable: there is very little return on
investment that the FSC can get from improving rail.
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But an analysis shows the return on the investment by growers is
very substantial indeed. The industry investment in rail will return over
$33 million dollars per year to growers by 2007, of which $8.8M comes
from savings on lorry transport by increasing rail volumes, and $25M of
extra 107,000T sugar made by then. Specific strategies for rail reform
are provided in Chapter 4: *User-Friendly, User-Pay Rail Services'.

The user-pay charge structure has yet to be calculated from a pro-
posed 73/27 split of rail costs with FSC. 73% of rail budget in the year
2000, is estimated to amount to $7.5M to carry 2.5 million tonnes of
cane, costing an average of $3 per tonne ($1.50 to $4.00 depending on
the zone). This charge will drop by 50% with:

(1 theincreasein tonnageto 3 MT.
(2) A drop in operating cost through the $40m investment.
(3) further cost savings through user-pay and productivity incentives.

All combined, the average user-pay darge will move down to
$2.00 ($1.00 to $3.00 depending on zone), and returns growers an extra
$6.75T in stage 2 to $9.45T in stage 3.

Sharing Benefits: Dollar for Dollar Tax Relief toMeet Industry I n-
vestment

One of the most difficult issues to resolve in this strategic plan, has
been to locate appropriate sources of funding for the new rail and mill
efficiency standards. The FSC can not fund such specid projects from
short term finance, and to take long term loans without a change in the
Sharing Formula is impossible.

Since the mills are owned by the Government, it is proposed that
Government pays for the upgrade by re-investing the sugar export tax in
mills for five years. Since the railway is a benefit to rail growers, and
the return on investment is overwhelmingly in their benefit, user-pay
charges are proposed for rail growers.

The Sugar Export tax has been a long standing vehicle, like FSC
dividends, for the Fiji Community to get its share of the European sub-
sidies to build the roads, schools and hospitals. But industry restructur-
ing requires a strategic investment by Government to protect its taxation
base — it will cost the Fiji Government a minimum $50M p.a. if the in-
dustry was alowed to shrink.

Mechanica loading will require amalgamated harvesting gangs to
invest $60,000 per machine. It will be necessary to provide 100% fi-
nance through the Grower’ s Fund for these purchases, to ensure timely
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implementation. The repayment of these machines is calculated at $1
per tonne for seven years.

The Payback to Growerson Rail User-Pay

Benefits, 1998-2020 ($m)
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1999 6 2 5 1 0.25
2000 6 3 75 4.5 1.125
2001 8 6 4 10 0 0
2002 7.8 6 5 125 3.7 0.93
2003 7.6 6 15 134 3.35
2004 7.4 7 175 171 4.28
2005 7.2 8 20 20.8 52
2006 7 88 225 243 6.075
2007 6.8 8.8 25 27 6.75
2008 6.6 8.8 26 28.2 7.05
2009 6.2 8.8 27 294 7.35
2010 6 8.8 28 30.6 7.65
2011 6 8.8 29 318 7.95
2012 6 8.8 30 328 8.2
2013 6 8.8 31 338 8.45
2014 6 8.8 32 348 8.7
2015 6 8.8 33 358 8.95
2016 6 8.8 34 36.8 9.2
2017 6 8.8 35 378 9.45
2018 6 8.8 35 378 9.45
2019 6 8.8 35 378 9.45
2020 6 8.8 35 278 9.45

Cane roads
must have an i+
fuson of $2M
p.a and need n
dustry co
ordination.

The  Sugar
Cane Research
Centre needs an
extra $4M p.a. to
function fromr
stage 2. It is pro-
posed that from
2002 50% of the
sugar export tax is
assigned for cane
research and e&-
tension services,
to provide secure
funding for this
key function.

I mplementation

SCOF has set
up a sub-
committee on In-
dustry Investment
and Mill  Effi-
ciency, which will
advise on the
cost/benefits  of
strategic  invest-
ments by gov-
ernment, growers
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and AID Donorsin the restructuring of the industry.

Government would make a wise and strategic investment, by d-
verting the Sugar Export tax to reduce mill breskdowns and season
length and boost Mill Efficiency to Best Practice Standards over the
next decade. Failure of Government to take aleading role, will result in
the shrinkage of the sugar industry, and gresat loss to the Fiji economy.

Vanua Levu development opportunities are on the agenda of al
SCOF industry restructuring committees for specia treatment. It ispro-
posed from 2002 to invest 50% of the sugar export tax into Northern
Resettlement Funding, and Research.
Rail cane growers should take responsibility for the use of the railway,
and pay for 73% of rail transport costs on a user-pay basis, with FSC
contributing 23%.

Industry Development Directive #2

‘Major changein sugar industry efficiencies take decades, failure to invest
now will soon make Fiji uncompetitive’

The Fiji Sugar Industry contributes hundreds of millions of dollarsin d-
rect and indirect taxes to the Government each year. To ensure that the indus-
try prepares itsdf adequately for new World Trade rules, the Government
should now invest, to improve growers incomes, prepare for the quality cane
program, and lift the efficiency of sugar millstowards Best Practice sandards.
But Mill invesment by Government without a match rail invesment by
Growers would not be advisable as the improvement of the one depends on

the efficiency of the other. The benefitsto growersis aso very substantial.

Industry Development Directive# 3

“ Sharing the cost of rail transport isnot only equitable, it isa sound invest-
ment, for growers returning to themup to $11tonne” .

The combined $80M investment in mill and rail efficiency will recover an
extra 50,000 tonnes per year in stage 1, an extra 107,000 tonnes in stage 2, and
lay the groundwork for an increaese in efficiency gains over 20 years of
130,000 tonnes of sugar from L/MT.

Rail Growerswill therefore benefit from the user paymentsthey are
asked to contribute towards, by progressively receiving up to $11 per tonne
more
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STRATEGY 2.1 Government to in-
vest $40M before 2002 towards a 26
Week Milling Season

(1) Sek re-investment of the sugar e«
port tax into the mills for five
years, to ensure that a new stay
dard of mill efficiency is reached
before the quality cane program is
i ntroduced.

(2) Ensure success of investments by
introducing productivity pay ments.

(3) Ensure that rail investment takes
place smultaneoudy be &able to
keep ddiveries up to the higher
mill cgpacity.

(4) Ensure that the introduction of ne-
chanicad loading takes place smul-
taneoudy, to avoid more labour
shortages by season reduction.

STRATEGY 2.2 Create an Industry

Development Fund for Key Invest-

ments

(2) Seek the investment of sugar export
tax into industry development.

(2) Seek gpprovd for specid invest-
ments from industry suger reve-
nuesin capital equipment which
favourably boosts mill sugar re-
covery, but which do not dlow for
sufficient return on investment for
the FSC to entertain on the current
sharing formula. Theseinvest-
ments could help make the pay-
back period attractive, by dlowing
for a50/50 split on the extra sugar
created by that investment for the
pay -back period.

(3) Cresate a policy for Industry Devel-
opment Fund projects.

STRATEGY 2.3 Industry to invest
$40M into Rail Track and Equip-
ment Upgrade

(2) Seek industry funds to upgrade -
fective ral speed from 7km to
14km per hour, matching dollar for
dollar the Government investment
into mills.

(2) Educate growers on the return on
the investment from user-pay con-
tributions, and to levy a user-pay
chage pa zone & from
1999/2000 to rail growersonly.

(3) If rgected, ask Government to dou-
ble Sugar Export taxes to dlocae
to mill and rail investment.

(4) If rgected, seek AID funding, or
dart winding down rail service.

(5) See ral restructuring recommenda:
tions regarding on-going funding
of rail trangport through a user-pay
for on-time services.

STRATEGY 24 Facilities M echani-

sation and Farm Development Loans

(1) Complete a fessibility study for a
fam bank, indusve of dient
needs.

(2) Adjust Sugar Growers Fund func-
tions to match study results.

(3) Activdly assist gang purchase of
mechanical loadergharvesters with
management  advisory  packages
and 100% loans where reguired

STRATEGY 2.5 Encourage Devel-
opment Opportunities in Vanua
Levu

(1) Commisson a survey of Vanua
Levu development priorities.

(2) Activdly assst mechanicd loading
projects in Seagega to overcome
labour shortages. Initidly through
ROC.

(3) Commisson a feashility study of
rail transport extension.
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(4) Cregte an attractive land resettle-
ment program for tenant farmers
whose lease expire, and Invest
50% of sugar export tax towards
Specid benefitsfor the program.

STRATEGY 26 Improve manage-

ment and funding for cane access

roads

(1) Sek a$ 2M p.a dlocation of Gov-
enment  expenditure  for cane
roads.

(2) Provide an independent cost/benefit
andysis through USP of the tota
Government  revenues  flowing
from cane production from cane
roads.

(3) Build a new modd for digtrict road
expenditure  dlocaion  manage-

ment.

(4) Build and maintan in the SCOF
Daabase, a lidging of dl cane
roads, their volume capacity and
comments on their status.

BENCHMARKSfor Stage 1

(1) Complete 80% of Mill and Ral Re-
structuring objectives by 2002.

(2) Introduce 80 Mechanicd Loaders
by 2001.

(3) Tripple cane access road expendi-
ture.

(4) Introduce 10 Mechanicd Loaders in
Seaciega

(5) Complete a Vanua Levu long term
devdopment drategy by 1999

3. Update the Method of Quality Control

Better communication will provide the vehicle to teach Best Prac-

tice efficiencies. Additiona investment will provide the technical capac-
ity to achieve Best Practice goals. But what isthe gist of "Best Practice’
messages to cane cutter and farmer, to loco crew, field staff, researcher,
mill employee and management?

The answer lies in continuoudly improving the value of the end-
product by systematic quality control. Fiji sells sugar, not cane. In 1968
the Fiji Sugar Industry needed less than 7.5 tonnes of cane to make a
tonne of sugar. Now it requires well over 9 tonnes of cane. That loss of
productivity deprives the industry of 100,000 tonnes of sugar per year -
$6 per tonne for cane growers.

How isthissugar ‘lost’ ? It islost because most growers still believe
they get paid for cane weight, instead of the sugar content. So thereisa
major lack of quality control in the field. Growers often do not actively
maximise their sugar content. Cane for many issmply away of life, in-
stead of a competitive business.

A new sector based approach to quality control is required to lift
performance. It is a sad fact that many growers, facing declining re-
turns, are blaming the sugar mills for being ‘inefficient’ — while it never
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occurs to them that this sugar (POCS) was mainly lost on their farm, by
a decline in the art and discipline of planting, growing and harvesting
cane. (See ‘Incentives to Encourage Excellence’).

In the mills the cogt of production can be reduced by improved
quality contral.

P.O.C.S. % TO 8d] US o stegnant or

: = pr > B declining prices in Europe,
Vaely e Jme  Ser Nov~ Mills will have to lean to
Aiwa 121 37 158 180 cope with shrinking budg-
Bega 12.8 4.6 14.7 16.7 ets. A war on waste at sta-
Regnar 116 23 151 182 ign |evel could be won by
Mdi 9.6 2 134 15.9 . . .
* Cane age was 15 monthsin June for 1% !mprov! ng the qu'ty and
planting, the age of 2™ planting was 8, 11 and inspection of repairs, and by
13 months in June, September and November ateam focus on the reduc-
respectively.

tion of stoppages, and

recovery of extrasugar from bagasse, mill mud, waste water and molas-
Ses.

Implementation

The Fiji Sugar Corporation is implementing work station meetings
to help focus on Occupation Hedlth & Safety reform of work practices,
productivity goals, and better teamwork. These new team meetings are
designed to improve worker/management relations to nurture a bottom-
up approach to waste reduction.

Work reform may be further improved by an employee relaions
committee in mills, while station performance will be weekly reviewed
by supervisors and the new Planning and Development Department.

The establishment of a Land Utilisation Board has been proposed as
a co-operative project between SCOF, NLTB, Lands and Town Plan-
ning Department.

The introduction of improved quality control during the harvest is
monitored by a new SCOF Sub-Committee on Harvesting and Delivery,
and performance datawill be mapped by the SCOF Research and Plan-
ning unit for sector analysis.

Qudlity control of cane variety, seed cane, planting time, fertilisa-
tion, weeding, and genera husbandry skills such as planting techniques
to maximise production lies now with FSC Field Department and the
Extension Service. This approach requires further development as part
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of anew independent Sugar Cane Research Centre.

The role and responsibility of the Sugar Cane Growers Council in
improved quality control has yet to be developed. In the future the five
“Best Practice” sector farmersidentified by Extension could assist FSC
and for mill area councillors.

INDUSTRY DEVELOPMENT
DIRECTIVE #4

“ The systematic improvement of sugar industry efficiencies starts at total quality
control at the places of wastage”

To achieve the nationd god of 7.7 tonnes of cane to produce 1 tonne of
sugar by 2007-2010, dl steps in the planting, husbandry, harvesting, transport
and milling process will have to be sysematicaly controlled for performance
quality. The decline in sugar content of cane between planting and milling, &-
pecidly during harvesting and ddivery, is the core of inefficiency. Each sector
hasits own sugar per hectare potentia, depending on factors such as soil type.

To achieve performance benchmarks, esch sector should have st sugar
production targets. Anaysis of the causes of sugar loss should be communicated
regularly to growers and industry organisationsto plan further improvement.

The new World Trade environment of the 21% century requires systematic
control of al aspects of land-use, hushandry, harvesting, transport and million:
“Levelling the playing fidd” comes down to dimination of those practices that
waste sugar.

INDUSTRY DEVELOPMENT
DIRECTIVE #5

‘To make best use of increasingly scarce land resources, performancestandards
have to be set on cane leases'

The sugar industry has access to over 90,000 hectares of land, of which
75,000 is under cane. 65% of thisland is under Native Lease. It is vitd that most
of this land remains available for cane production, to secure supply of cane for
the mills. For the land-owner it is aso important that the income potential of
these cane leasss is redlised, S0 as to guarantee a reasonable rent return from the
property.

Cane farming cogts can be reduced by up to 20% and income can be raised
by over 20%. A better return on leases would certainly reduce NLTB/land-owner
pressure on sitting tenants. Thus land-owner, tenant, miller, and industry share a
desire to promote Best Practice and boost production capacity of the land.

The sugar industry will benefit from the establishment of a Land Utilisa-
tion Board to zone land for the purpose of cane production, and monitor lease
performance, so as to ensure that minimum standards of husbandry and pro-
duction are maintained. This would overcome increesingly scarce land being
under-utilised.
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STRATEGY 31 A Land Utilisa-
tion Board to integrate Stakeholder
Inter ests

(1) Stat a Land Utilistion Board
(NLTB, Lands, Town Panning &
SCOF)

(2) Creste Bet Practice dauses de
fining the management of cane
leases, including crop rotation to
improve the soil

(3) Create a policy for the review of
leeses that breek minimum stan-
dards

(4) Ensure with town planning that
cane transport has unhindered
corridor accessto mills

(5) Map the productivity of al cane
farm typesfor various andyses

(6) Measure, and notify dl cane
farmers how to maximise ther in-
come

(7) Sae information  with  other
dekeholders through a GIS data
base

(8) Start industry planning systems to
monitor and qudity control land
use

(9) Create a natification, goped and
disputes procedure

(10) Ensure that land taken out of
production is replaced, to assure
supply

STRATEGY 3.2 Promote Sector
Targets for Crop Quality and
Farm Viability

(D) Initiate a joint GIS mapping proj-
ect with NLTB, Lands Depart-
ment, Town & Country Planning

(2) Initiste a SCRC research of his-
toricd farm output, soil data, etc.,

and a document and Site map an
optimum variety strategy for each
sector

(3) Ensure that adequate, qudity seed
caneisavalableto dl farmers

(4) Cdculae and mep exiding versus
ided performance outputs

(5) Initiate sector based POCS mees-
urements during Qudity Cane
Tests

(6) Creste a sector based drategy to
reduce costs by mode farming

(7) Promote & rewad  grow-
egsectors with highest/best cane
production

(8) St progressive sector based ta-
getsfor sugar output per hectare

(9) Pay Extenson Service ‘Best Prac-
tice farmers to help educae s
tor

(10) Use sadlite information for
computer analysswhen available

STRATEGY 33 Sa new Quality
Control Rules in Harvesting
Management

(1) SCOF & Growers Council to im
pemet a gag management

strategy
(2) SCOF & Growers Council to de

velop gang qudity control plan-
ning

(3) Council and SCOF to actively
pursue a policy of gang amdge
metion

(4) Improve  harvesting communica
tion systems between FSC and

gangs

(5) Ensure that the fidd officer re-
jects unacceptable cane

(6) Dedgn a gang traning program,
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and rank gang peformance by
type

(7) Devdop and propose an  envi-
ronmental law that prohibits burn-
ing cane

(8) Develop appropriate merit advan-
tages/awvards to quality gangs

(9) Design  dternatives  to
traler delivery

(10) Cdculate and map progres-
sve results of each and every se-
tor's performance, and communi-
cate these results to the loca
community of growers as a feed-
back on sdf control, and a meses-
ure for Industry Development
Panning Analyss.

tractor

STRATEGY 34 Focus on Team-
work at the Station Leve in
Mills

(1) Nurture regular daion team
medings under the guidance of
Pamning and Devdopment De
partment

(2) Encourage  grester  worker partici-
pation in OH&S and workplace
reform

(3) Weskly inform employess of the
gods, progress made, benefits

(4) Tailor dl training programs to &-
gender team spirit

(5) Involve unions more systemati-

cdly in addressng workplace
conflict and reform

(6) St up an employee rdations
committee to help conciliate a
mill level

(7) Improve  effective  partnership
linkage with unions on corporae
gods

(8) Recognise  good team  perform:
ancein improving efficiendes

(9) Systematicdly lig dl dation ac-
tivities that require quality control

(10 Ensure thet al Best Practice
idees ae vdued and formdly

logged

BENCHMARKSfor Stage 1

(1) Reduce the number of cases com
ing to the tribuna by 50%

(2) Reduce the number of preventable
breskdowns by 30% over trend

(3) Reduce burnt cane by 50%

(4) Reduce (dde) cane ddivery time
ddays by 50%

(5) Complete an integrated GIS cane
farm viability/productivity system

(6) Devise remedid programmes for
growers with less than 50T cane
output

(7) Devie  remedid progams for
growers with less than 30T/Ha
output

4 User-Friendly, User-Pay Rail Services

The cane rail system has served the Fiji economy with digtinction.
Billions of dollars have rolled over its tracks this century to build the
nation’s infrastructure. But times are changing. In a new world, where
the continuous improvement of efficiency margins is a gospel, the old
railway isin need of a complete overhaul.
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Restructuring rail operations to make it financidly viable is the key re-
quirement to achieve the extra productivity that indusiry needs to be globdly
competitive. Over-regulation, gang splitting, tractor-trailer grower damages to
track and truck, hoarding, brain drain and sKills loss, lack of income, dow work
practices, poor qudity track and old locomoatives — al contribute to high costs
and dow operations.

The free ralway sysem stems from the colonia days, when the CSR had
the Sharing Formula to their advantage. Discipline in those days was very
srong — growers obeyed fidd officers, loco-drivers endured deductions for rail
accidents. But things have changed snce CSR departed. Now growers get most
of the sugar revenues, and the government owned FSC lacks the funds to con-
tinue to provide an endless free sarvice. Discipline has dso dedined amongst
growers.

Problem 1. Diversion of Pratr):%‘: 3
Chronic underinvestment trz?llffticlfrom < competition
raftoforry from lorry
Problem 4: \
Inefficient S\ Congested
harvesting lorry
] Problem 5: veri
and loading Lost or inadequate | | |Old mills de_||||ver|e£ a
techniques maintenance skills Cane contami- | 172
nated with ob-
jects from roll-
Damage to ing stock
cane trucks
§ o !

- A Ageing and Tar
Cutting gang Poor quality unreliable rol- L4 Priority
fragmentation of track ing stock Breakdowns and gl:‘/g:dto

High incidence of mill
cane burnin -
g \ *
High quence - - slow recycling of
of derailment river caution empty cane trucks
Excessive
rail pick up ||
points a.[SLOW AVERAGE _ | Excessiverolling
. SPEEDS % stock needed to
Problem 2: 7| perform any level of
Poor labour \ v work
attitudes Poor reliabil-
and inadequate| |ity of services Congestion at /
incentive rail passing loops,
sidings and mill

\ ‘L _ POOR
Hoarding of PRODUCTIVITY OF

‘swingers RAIL ASSETS
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Thereislack of respect for FSC property. Damage to trucks and rail
is substantial. Hundreds of trucks are hoarded as ‘swingers causing
shortages.

The rail system aso suffers from bureaucracy, skills loss and lack
of pride.

Moativation to excel islow. Rail workers can earn over-time pay for
go sow work practices and breakdowns, instead of incentivesto go on-
time, trouble free
N
effective speed of .50
rail trangport has g¢
dowed to 7km per g0
hour, down froma 140
design speed of 120
over 18 km per 1oo
hour. 80 |- Track Failure

The man eo} Loading Failure
causes of the 4o}
deterioration of the 20 |-
ral sysem are o : : :

. 1991 1992 1993 1984 1995
reviewed as an —————
gppendix to this Jjéc;ﬁg:rswg Failure
drategic plan, in a — Total Source: J Davies USP 1997
specia study by Dr John Davies of the University of the South Pacific.
The study confirms that without change the rail system will crumble,
and that the responsibility for this must be shared amongst farmers,
workers, FSC and Government.

Other magjor contributing costs to the expense of running rail service
is the age of locomotives, causing high repair bills and frequent break-
downs. It is for this reasons that FSC needs to purchase new locomo-
tives, even though Dr Davies and the McWhinney report show that less
locomotives are required.

To create amore effective rail transport service rail employees will
need to link their pay rises with their ability to improve performance, to
ensure that new investments will result in better services. FSC rall is
over-manned and work practices are poor.

But without growers involvement it is impossible to revitdise the
rail system. Truck wheels soiled in fields and bad loading help cause an
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average of 6000 trucks derailments per year. Tractor/trailer abuse of rail
track contributes significantly to a doubling of track damage related ac-
cidents over the past five years. Thus growers are also amajor cause of
delays and haulage volume drop!

In addition, gang splitting has further doubled driver stop time from
20% to 40% - dowing the effective speed substantially. Gang disputes
have increasingly lead to fragmentation of gangs. This results in an in-
crease of truck delivery and pick-up places, thus dowing travel speed
by an estimated 25% - a a cost of millions of dollars to FSC, govern-
ment, and by default, the tax payer.

Hence rail gang work practices may cause 50% of truck delivery
and derailment goppages — a substantia part of the expenditure blow-
out. Rail growers should therefore rightfully be asked to take responsi-
bility for this, lest the rail transport system becomes a blank cheque for
rail gang and harvest inefficiencies.

The Master Award doliges FSC management to undertake certain
tasks — such as servicing rail gangs. But it has no provisions to account
for the changes in conditions that underlie the agreement — such as serv-
icing smaller gangs, or the big shift from horse-line to tractor trailer
gangs. The resulting costs have to be absorbed by FSC, at a time that
the market requires prudence and cost cutting.

Dr. Davies review showsthat the Master Award disempowers FSC
management because it is a binding agreement that assumes that all
other conditions remain equal. They don’t! The regulations are in proc-
ess of strangling the very services they are supposed to control, so the
award needs to be reviewed.

Therail system used to carry over 2.6MT of canein the early eight-
ies. Now it is down to 2.IMT — 25% less. It is interesting that the de-
clinein rail volumes goes hand in hand with the delays caused by gang
splitting and tractor trailer gangs. This trend clearly contributes to the
loss of millions each year by gangs standing idle, which contributes to
early cutting and stale cane, and growers missing their truck quota, and
converting to lorry at a cost of up to $8.8M per year.

Even s0, the cane rail system is still a great asset to Fiji. It does
manage to transport over 2 million tonnes of cane — 600,000 tonnes
more than the CSR ever did! Without rail the industry will shrink at
great expense to rail growers and to the community — and every effort
should be made to make it efficient.
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Over the past 5 years the Corporation has invested over $10M in
capital works, and spent $50M in repairs on civil works, machinery and
wages for 650 people.

FSC has started the process of re-organisation under its new 1997-
2001 Corporate Plan, but it will take an industry approach with union
help and growers funds to make it viable. To rescue the rail system,
costs must be shared 73/27. A user-pay charge will improve grower
care of rail equipment, drive costs down, and increase capacity to three
million tones per year. A vision splendid indeed!

In Austrdia some mills still do pay for rail transport, but they aso
get a much greater share of the sugar revenues, and their rail systems
are rather smaler. Still, the notion of user-pay charges will take rail
farmers some getting used to.

But the benefits are abundant indeed. A separate railway division,
supported by user-pay charges according to the Sharing Formula, esti-
mated at a total of $6M per year show good return on investment by
saving rail/lorry growers $8.8M per year in lorry costs, plus $25M per
year to the community of growers as an essential part of the Reform
Agenda.

Industry Development: Directive# 6

“Without changing fundamental status quo intereststherail transport systemswill
crumbleto irrelevance”

The ral system has to be made reliable before the new Quality Cane pro-
gramisfully implemented. It must give an effective service to rail growers.

To achieve this, FSC Rail Trangport Services needs to be re-organised as an
independent profit centre. Work practices and labour attitudes have to change
substantialy. In-field transport operations have to be improved. Accelerated -
vestment of up to $40M is required to upgrade rail over 5 years. The investment,
coupled with productivity reforms will be able to cut operating cost by one third,
while improving effective turnaround speed, and raising the volume carries by
rail to over 3MT, saving rail/lorry growersto $8.8M per year.

But with stagnant pricesin the EU market, and out of equity, operations costs

must be shared with the user to ensure the long time hedlth of the sy stem.

Implementation

The Fiji Sugar Corporation is in the process of implemernting a re-
organisation of the rail transport function, bringing traffic, civil and
transport engineering into a new Transport Department, with amission
to reduce cost and improve productivity indicators.
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To facilitate industry rail transport strategies, a Rail Restructur-
ing SubCommittee has been set up under the Auspices of the Sugar
Commission of Fiji. The Action Plan spans 5 years, and is attached

Rall transport should have access to Geographical Positioning
System and improved trucks.

STRATEGY 4.1 Restructure Rail
Transport toaUser Friendly Rail
Service

1

2)

3

4)

5

6)

Bring the treffic, civil and trans-
port engineering functions together
into a Transport Department, ac-
countable for achieving corporate
gods
Creste an independent budget,
measuring and control system for
al transport expenditure and brief
employees on progressve pa-
formance

Identify appropriate performance
indicators, in order to measure and
communicate these to al employ-
ess. (These would include data on
fud use per locomotive, traveling

soeed and breskdowns par em
ployee).
Ingdl eectronic tags dong the

track, on trucks and use GPS on
locomatives for effective control
of truck movements and schedules,
and a reduction of the condderable
amount of paperwork at each @&
livery and pick-up paint.

Move to computer based schedul-
ing.

Introduce productivity incentives
to employees, rewarding individu-
ads who create additiond wedth
for theindustry.

Upgrade rail track, trucks and b-
cos with a $40M industry invest-
ment.

8)

9

Initiste research into the discon-
tinuation of the tractor-trailer -
erations and develop new technal-
ogy that avoids trucks going into
thefield.

Implement rdevant recommenda
tions of the reports by Landel
Mills, McWhinney and Dr. John
Davies.

10) Introduce a zone based user-pay

charge, for ontime services that
collects a tonnage charge depend-
ing on the distance from the nill,
based on ovedl ral cods being
shared according to the industry
Sharing Formula

STRATEGY 4.2 Explore expanded
Use and Ownership of Fiji Rail
Services.

1

2)
3
4)
5

6)

Study a separate rail company, as
monopoly supplier of ral trans
port.

Invite Cane Growers to take shares
in this company

Open up rail transport services to
other customers.

Move drategic assts into a head-
quarters, separate from the FSC.
Use profits to invest in expansion
of track, facilities and dividend.
Consder the merit of shifting the
23% contribution to rail by FSC to

become industry funded. At
maximum this may condst of 1%
of sugar revenues, obtained by
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adjuging the FSC share in sugar  3) To provide Growers with a satis

arevenue by 1%. To reduce the Shar- factory and effective transpor]
ing Formula by more than 1% means sarvice tha ddivers empties and
to shift FSC's chronic lack of invest- picks up full trucks on the sched
ment from ral to mills with serous uledtime.

conseguences for mill efficiency. 4) To reduce sugar losses over trend,

dueto stale cane by 50,000T.

BENCHMARK Sfor Stage 1. 5) Reduce locomotive stops at pick-
1) To increee the effective cane up points by 80%

trangport system average travelling  6) Credte a flet of new cane trucks

gpeed, induding stops, from 7km for mechanicd loading gangs

to 14km per hour. 7) Phase in Introduction of user-pay
2) To reduce the operating budget by charges by the year 2000.

30%, and increase volume by 30%.

5. I ncentives to Encourage Excellence

To achieve a world competitive Best Practice industry, Fiji’s sugar
cane growers and mill workers have to excel, to strive and train, and
to love the art of sugar cane farming and milling like the Fiji Sevens
Medrose Cup winners love their game of rugby. Only by nurturing ex-
cellence can the sugar industry lift the quality of its product.

The challenge to the industry is to avoid eimination under WTO
rules. This is a long battle that can only be won by systematically re-
warding performance and shedding waste! There has been a gradual
decline of cane qudlity asiit is received at the mills. The sugar content
is dropping; the cane has more impurities and is staler.

This is cogting the grower, the miller, the industry and the nation
dearly $35M per year at world market prices, much more if sold at
preferential markets, this represents aloss of 16% of sugar in the field,
a subsequent 4% extra loss in molasses.

The historica graph below shows the rise of burnt cane. Since
1968, sugar loss due to burnt cane was over $10M in 1996, com-
pounded by millions of dollars in extra chemicals to process burnt
cane, and a dowing of mill throughput of 20% or more, adding aimost
amonth to the crushing season.

The losses are aso due to declining standards of seed cane in the
practice and timing of harvesting and ddlivery, notably late planting
and early cutting, exacerbated by delayed transport. The rest of the
sugar losses are mainly due to declining standards in farm manage-
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ment: inappropriate varieties, harvesting of immature cane, lack of fer-
tiliser or weeding, lack of drainage, etc.

The argument that poor soils are substantially responsible for the
decline in sugar content (POCYS) is not redly correct. The Sugar Cane
Research Centre, and the ROC Technical Mission from Taiwan, easily
produce POCS 14.5 to 15.5 on poor soils, much higher than the POCS
13.8 that Industry Reform aims to reach by 2020!

BURNT CANE TREND - 1968 T0 1996

y = 1.0412x + 7.9608

1 N A I Y Y S Y O S S I
1060 1069 970 071 1672 1073 1074 1675 1970 1677 1676 1979 1680 1951 060 1982 1064 1965 1965 1067 10601089 1080 1951 1997 190 1904 1006 1206

The trend in Burnt cane must be reversed to improve sugar recovery,

The notion that mill inefficiency causes the loss of sugar is sim+
ply uninformed. Other than the extra 4% sugar 10ss to molasses due to
burnt cane, mill efficiency has not changed much since 973 when
FSC took over from CSR. POCS measurement is taken when cane
comes in the mill, so the decline is in the fiedld. The view that mill
stoppages are responsible is adso smplistic. Certainly mill stoppages
are a cause for harvesting problems, but graphical anaysis shows that
the level of mill breakdowns in the 1990's was similar to the 1970's —
(see graph given earlier) — hence stoppages didn’t change in 25 years,
while burning and early cutting clearly has!

Thus afirst conclusion one can draw is that the mindset of people
has changed. What was obediently tolerated in colonia 1968 is no
longer accepted in 1997. The minds of men have changed, while the
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mill standards have remained stable, demonstrating that yesteryears
motivations are outdated, and need replacement.

The time has come to address the problem at its roots. It is not
that people are diding because they lack a good dose of Colonial
discipline — it is that industry till use payment systems that stem from
those days. Industry requires a more equitable yardstick and to reward
the excellence of individua performance.

The cane farmer who follows best practices will easily grow 30%
more sugar per tonne than the fellow who does not. Y et under the cur-
rent rules of payment per tonne of cane, no matter what the quality or
value, both growers receive the same price. This is a powerful disin-
centive to excd that can only be overcome by Quality Cane Payments
— getting paid for the sugar content, not for cane weight.

There are adso hidden disincentives that fuel the steady growth in
burnt cane. Cane cutters can work faster with burnt cane, thus earning
more than cutting green cane — and growers can “ jump the queue” by
unscheduled burning. Clearly the industry needs green cane incentives
that are more attractive to harvesters.

In the mills an amogt identica problem has been quietly under-
mining the motivation and performance of mill employees. No matter
how dedicated one is, the pay packet will be the same as the careless
worker, who detracts from the efficiency of the mill, who is wasteful,
or who collects over-time by go-dow work practices.

As aresult of such disincentives work practices in the mills dow
unsustainably, and add to the cost burden of sugar production without
improving standards. Y et wages rose by 43% since 1989 without any
linkage to work output at al.

With stagnation in sugar revenues FSC has to operate with shrink-
ing budgets. It is al good and well to share generous COLA increases
when sugar revenues are strong, but now that prices are declining the
workforce has to accept that wage rises are not always automatic, lest
the workers kill the company that feeds them.

For the sugar mills to achieve optimum sugar recovery a mini-
mum downtime, the employees need to be focused on achieving Best
Practice station goals. The primary tasks of management in this proc-
€ss is to encourage station progress in each station and personally visit
the teams, so that they benefit from expert advice.

To achieve these gods aso requires regular station level ‘team’
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meetings, workplace reform, additiona investment in training, but
most of al productivity incentive payments — so as to encourage a bet-
ter standard of repair, a reduction in operator error, a reduction in ab-
senteeism, and a focus on cost contral.

The industry is under some threat and requires improved un-
ion/management co-operation. The adoption of productivity linked
pay rises is a fundamenta building block of a healthy industry, and
the implementation of a productivity pay system goes hand in hand
with workplace reforms that unions have long sought.

The Quality of Work, and Quaity Cane Incentive Payments are
the mechanism to foster excellence in the workplace. The introduction
of Qudity Caneis set to start at the end of stage 1, in 2001 or 2002,
after testing is completed.

The introduction of Quality of Work pay has started in 1997 on a
trid basis. The FSC Board has approved the introduction of
Productivity Payments. A Joint Declaration by 3 FSC unions and
management is attached as an appendix to the Industry Development
Action Plan 1997 — 2000, available through the Sugar Commission of
Hiji.

Implementation

The Quality Cane Payment System is facilitated by the Sugar
Commisson of Fiji Sub-Committee on Quality Cane, which co
ordinates grower and miller interests, oversees the trids, and develops
the technical and accounting infrastructure.

The Fiji Sugar Corporation, in co-operation with the sugar un+-
ions, is in process of setting an implementation program for the * Qual-
ity of Work’ productivity pay system (PPS).

Gang amagamations, primary dispute resolution and mechanisa-
tion have set goals, to be achieved by the Sugar Cane Growers Coun-
cil in concert with SCOF-.

Industry skills training objectives are yet to be adopted by vari-
0ous organisations.

The SCOF Sub-Committee on Harvesting and Ddlivery is exam-
ining a $1M Green Cane Bonus Incentive scheme for the gangs who
reduce Burnt Cane the most.
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Industry Development Directive# 7

“Fiji isundermining its sugar industry with pay systems, that have no relation
ship to the value of the end product”

The foremost difference between the Fiji sugar industry and its key com:
petitors lies in the remarkable fact that the mills till can not pay for the sugar
content of the cane it buys from growers. It has to pay for cane volume, even if
the sugar content iswell below the averege

As a reslt farming & harvesting standards have degraded by lack of a
proper financia incentive to perform. This outdated colonid cane pay system
is now cogting the nation millions of dollars eech year, causing mills and farms
to suffer.

There are several of reasons why this is so. Sugar production is highly
regulated, and it will take consent from the grower to change from the present
system to the Quality Cane Payment system that measures the sugar content.

To reach the Nationd God of 7.7 tonnes of Caneto make 1 tonne of
sugar by 2007, it is essentid to start measuring and rewarding excellencein
grower and mill performance-introducing an enhanced sharing formula by
2001 A.D., that pays farmersfor sugar content, and sets a performance incen-
tivefor FSC.

Industry Development Directive # 8

“Productivity payments are the highway to mill efficiency, good pay packets, and
strong union/management relations’

To raise the higorical standard of mill efficiency and reduce stoppeges
will take more than accderated investment. It will adso le essentid to start
measuring and rewarding the level of excdlence in work by mill employess
and their work station teams, in order to reduce operator error.

This is achieved by introducing a system of productivity incentives to
reduce mill downtime, increese sugar recovery, increese effective ral trave-
ling speed improve Cane tonnage hauled for ral growers, more effective re-
pars, and cost saving idess. Productivity payments recycle waste into red
wedlth.

Thewedth created by mill employeesthrough extra diligence, not only
keeps the mills hedlth and gives them job security in yearsto come, but will
aso boost their incomes significantly, and improve the viability of the com:
munity of growers.
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STRATEGY 5.1 Reward for Best

1

2)

3

4)

5

6)

7)

8)

9

10)Use

Practice through Quality Cane
Payments.

Develop the fundamentd Quality
Cane Pay infrastructure by 2000.
Test and trid the core sampling
method and locations in 1998 &
1999.

Invest to raise the historical stan-
dard of mill effidency to higher
levels

Ensure the timdy sat-up of a
Cane Quality Payment Board.
Complete a modern media cam-
paign to introduce the bendfits
and workings of the Qudity cane
program as aBest Practice.

Develop a sector based drategy,
that promotes locdised tech-
niques.

Utilise the Best Practice Farmers
identified by the Extenson pro-
gram.

Ensure that the strategy is a joint
gpproach by the FSC & SCGC.
Cdculae the financid benfits
of the progran to the s-
tor/grower.

red people, and multi-
lingud dogans to promote excd-
lence

STRATEGY 5.2 Dismantle Hidden

1

2)

Incentive Causing Stale &
Burnt Cane.

Creste a mgor incentive scheme
for gangs that cut most green
cane

Make an exhaudive lig of 4l
reesons for ealy cutting and
burning and survey a pand of
experts to dlocate the weight of

3

4)

5

6)

9)

9

each reason.

Commisson an academic  re
search of burning by harvesting
gangs

Examine wha causss can be
reguiaed, and which ones e
quire the introduction of new i-

centive programs.

Promote  legidation  outlawing
burning for environmenta rea
ons.

Examine and adopt new proce
dures for a new FSC Fdd pd-
icy.

Condder usng a popular media
persondity to downgrade burn-
ing a an eath negdive eco-
nomicaly dedructive and out-
dated practice.

Ensure that the police takes the
prosecution of burning seriously.
Track the improvement of early
cuting and buming on  maps,
showing the best and worst sec-
tors, and digtribute these to in-
dustry leaders.

10)Produce a datigtical andyss of

al gangddl famers (and dl sx-
tors), that logs the percentage of
bunt cane and cane dday for
eech year — and communicate the
results to congtituents.

STRATEY 5.3 Phase in a Quality

1

2

3

of Work Productivity Pay Sys-
tem in Mills.

Enter a trid period of one year to
test aproductivity points system.
Open up lines of communication
with unions to fine-tune the sys
tem.

Ensure indepth briefing of dl
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unions, and mill
station level.

4) Initiate an in-house magazine to
facilitate team spirit and detals
of PPS.

5) St up a mill employee rdaions
committee to improve paticipa
tion.

6) Measure doation based targets,
and communicate the progress
mede

7) Ensure that employees trust a

employees on

new mehod of logging efi-
ciency idess.
8) Ensure focused team training

programs are offered to each sa
tion.
9) Ensure logged, detion mestings
under the OH& Slegdation.
10)Ensure that no undue sress is
placed on station workers.

STRATEGIC 5.4 Unlock the

Economy of Scale of 10,000T to

20,000 Gangs

(1) Encourage a mechanicd  loading
drategy to cover 50% of crop in
8years

(2) Develop locd management sys
tems for gang amdgamations
with active draegies by the
SCGC, by expet advice and by
gang survey

(3) Fadilitate the mechanicd loading
gods by direct taks to target

gangs

(4) Explore the option of discounting
large gangsfor rail truck stops

(5) Creste a policy, drategy and lo-
nus for gang amagamation in
hilly arees

(6) Creste red incentives and pro-
mote gangs that use mechanicd
loading

(7) St target aexs for lage me
chanicd gangs and cdl medings
of dl rdevat gangs with key
reps from SCOF, SCGC, FSC
and Extenson

(8) Widdy expose the cogts of smal
gangs, eg. dowing down ral by
25%

(9) Start  Nationd Sugar Efficiency
Awads 15,000t low burnt cane

gag

(10) Include the benefits of large
gangs in the Best Practice cam
peign

STRATEGY 5.5 Reversethe

Brain Drain with Training &

Salary I ncentives

(1) Ensure and communicate career
devdopment paths for al em
ployees

(2) Reverse the loss of essentid
skills wage dide in industry by
offering dtractive packeges, in-
duding a peformance incentive
bonus

(3) Upgrade training programs, and
offer extra training opportunities
a rewad for excdlence in pe-
formance

(4) Engage  highly skilled employees
after retirement astrainers

(5) Ensure  Industry  Development
Committee members are system
dicaly exposed to rdevant train-
ing programs, induding locd
sminas, and oversees sugar in-
dustry conferences, to build pro-
fessond ill levels
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(6) Identify each year the best pe-
formers,  and  rewad  with
specidis  training seminars  and
industry conferences

(7) Attract trained Fiji citizens back
from overseas countries

(8) List dl industry training informe:
tion with SCOF for distribution
to parties

(9) Improve links with University of
the South Pecific, Fiji Inditute of
Technology and other providers
of education

(10) Focus dation training on
TOM, QCC or other team tech-
niques

BENCHMARKSFOR STAGE 1

(1) Cregtion of 100 gangs between
10,000T and 20,000T by 2002

(2) Achieve a marked improvement
in detion motivation and team
spirit

(3) Haf the amount of disputes com+
ing out of mills of FSC head of-
fice

(4) Achieve productivity pay rises
tha exceed the COLA expecta
tions

(5) Reduce burnt cane by 50% by
2000

(6) Reduce average dde cane by
50% by 2000

(7) Achieve wide grower endorse-
ment of Qudity Cane Pay by
1999

(8) Achieve an increee of average
POCS to 125 TCTS 84 by
2002

(9) Complete messurements of de
taled industry and annud im
provements levds and profes
sond knowledge

(10) Be ready to introduce Quality
Cane Payments by 2001.

6 Phasein Appropriate Automation

The World Trade Organisation’s challenge to the Fiji Sugar In-

dustry is to become more productive. This challenge presents an out-
standing opportunity to the divers and multiracia aspirations into one
shared development philosophy. The need for increased efficiency d-
lows for a common platform of change.

The colonid past and the structure of land holding have created
the illusion of a polarization of interest tenant farmer, landowner and
miller. 1t is mainly illusory because mutua dependency far outweighs
the difference of opinion, and while the future visons are diverse,
change in the sugar industry takes time.

The introduction of mechanical loading offers a promising step
towards a unified development philosophy. Automation may have
only limited applications, and the community of cane growers does
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not change habits easily, but mechanical loaders will reduce the pro-
ductions cogts by 20%, while doubling cutter’ s incomes.

Mechanised loading is also a vital and necessary tool to accom-
modate the gradua amagamation of smal gangs into large 15,000
tonne harvesting units — akey to achieve efficiencies of scae. In addi-
tion, mechanization will also reduce labour shortage, an essential ele-
ment of moving to a 26 week crushing season.

In addition to the introduction of more appropriate mechanization
in the field, the progressive introduction of computer technology will
act as an agent of change. Automation will therefore not only bring ef-
ficiency, but is set to dowly reform the current differences in vision of
diverse groups into one new multi-cultura world.

To help levd the playing field of world trade Fiji has access to
two new tools: appropriate Best Practice automation, and value adding
to the end product.

No satisfactory process of developing value-added by-products
systematically is available yet, and a new strategy will have to be high
on the agenda.

Implementation

After two years of trids, a mechanica loading implementation
program is being facilitated under the auspices of the SCOF Sub
Committee on Harvesting and Ddlivery. (See attached, as appendix to
the Industry Development Action Plan.)

The Sugar Growers Council is best placed to play the key role in
managing the introduction of the loaders, requiring gang amagama-
tion and project supervison, in co-operation with FSC on the mill
level.

The Sugar Commission of Fiji is equipped with a new computer
system which has Internet and electronic mail facilities, as part of this
grategic planning effort. SCOF is set to develop a new database capa-
ble of networking with the NLTB/Lands/Town Planning Departments
in setting up a Land Utilisation Board. This will give SCOF the tech-
nica capacity to create and maintain an industry information man-
agement system with a GIS mapping fecility.

The Fji Sugar Corpordtion is implementing ongoing mill automation
under its current 5 year plan.
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sugar prices.

scarce labour.

farm ason larae estates.

Industry Development Directive# 9

“To remain viable, theindustry hasto reduce cost by up to 20%. This can be
done by automation of unproductive work”

The tenant lease system came to Fiji by 1920, after indenture was out-
lawed and the CSR was faced with a chdlenge: unproductive workers and low

Eight decades later Hiji is now facing a amilar chalenge. The old 4He
leese is in danger of becoming inefficient because many middle dass tenants
no longer do their own harvesting, and have to rely on increesingly costly and

Appropriateautomation sheds unproductive work practices, yet e
hances pay packetsin mill and farm. Up to half of cane farms can use current
mechanica loading systems, which perform aswell on the smdl 4Hafamily

STRATEGY 6.1 Ensure Re-
gional Mechanical Loading & Har-
vesting Goals

(1) Adopt an industry mechanica
loading drategy for the cane flats for
each mill area

(2 Actvdy organize, tran and
amagamate gangsin target aess.

(3) Finance purchasss through the
Growers Fund

(4 Retan mechanization co-
ordinators & SCOF, SCGC and ROC

(5 Ensure that mechanization proj-
ects conform to appropriate standards
regarding gang sze and management —
to ensure the flow-on of finanda
benefitsto growers.

(6) Facilitate industry mechanica
harvesting projects a each mill, in-
cluding the dlocation of extra quota,
to ensure success

(7) Intate R&D on mechanica
loading for hill arees

(8) Initiste R&D on improving trac-
tor-trailer operationsfor rail farm

es

(9) Monitor the impact of projects,
and promote the results widdly

(10) Congruct new ral trucks for
mechanica loading

STRATEGY 6.2 Centralise Industry
Information Management

(1) Deveop the SCOF Research and
Panning unit to andyse and report
monthly on grower, sector and mill
performance

(2 Desgn and build an integraed
data bank to monitor the environment,
collect data on land use, and asses
grower/sector productivity

(3) Integrate GIS mapping with al
relevant sugar industry data banks, and
promote the nature of industry pro-
gramsthrough the Internet.

(4 Deveop an interndtiond data
base network capacity through Internet
(5) Fest-track eectronic data collec-
tion, logging and control systems

(6) Explore sadlite monitoring of
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the environment and regiond land use

STRATEGY 6.3 Plan Long Term
for Progressive Mill Automation

(1) Cost/benefit and invest in pro-
gressive automation

(2) Continue progressive comput-
erization to reduce excess manning

(3) Computerise  ral  trangport
scheduling and GPS tracking of locos

STRATEGY 6.4 Devdop Value-
added and By-product Technology

(1) Add by-product options studies
to SCOF, FSC, SCGC, SCRI agenda

(2 Build expetise in Internet
searchesacademic  networks on  by-
products

(3) Ensure study placement of FSM
staff with amolasses buyer

(4) Offar scholarships for USP
Ph.D. sudents in sugar vaue adding
work

(5) Review annud progress towards
gads through SCOF for distribution

(6) Seek opportunities to invest in
joint ventures overseas (eg. China, In-
dia, Indonesa) to vaueadded on
products

BENCHMARKSfor Stage 1

(1) Achieve mechanicd loading of
one quarter of cane crop (IMT)

(2) Complete testing and introduc-
tion of two mechanical harvesters

(3) Complete testing of new rall
bins to phase-out tractor trailers

(4 Complete integrated industry
data bank, incl. GIS mapping project

(5) Reduce mill and mill ancillary &
bour costs by 15%, by appropriate mill
automation, productivity efficiencies
and outs de service contracts

(6) Complete R&D on a mechanicd
loading system that is suiteble to hills
(7) Complete the full development
of one new by-product each 5 years

(8) Achieve one new sugar product
mix or packaged product eech yesr.

7 Transform Industry Organisations

Y esterday’ s truths tend to be the lies of tomorrow. The earth used

to be flat, but now it is aimost round. Change used to come mostly
from the top down, now it is encouraged from the bottom up. To pros-
per amidst the quickly changing redlities of the world sugar market,
industry indtitutions require the courage of flexibility.

The Sugar Commission of Fiji is widening its scope to step into
the grey areas of responsibility in industry reform, expanding the out-
flow of industry information, taking a leading role in promoting the
rea benefits of the Best Practice challenge, and guiding implementa-
tion of the strategic plan with a new committee structure.

To co-ordinate the ncreasing demand for policy research and
development, SCOF needs to set up a policy unit, with strong links to
Europe and academia.
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The composition of the Commission has to be adjusted and be
more inclusive. Long uncertainty over lease renewals have damaged
the productivity of industry. It is high time that the NLTB, a key
stakeholder in the industry, joins the Sugar Commission of Fiji, so that
vital discussions take place over the table instead of across town.

The Fiji Sugar Corporation has dated to implement maor
change programs to prepare for Best Practice, taking the lead in mak-
ing the industry sustainable by introducing productivity pay-rises to
boost efficiency and reduce operating cost.

In April 1997, FSC adopted a comprehensive five year plan for
the period 1997 — 2001. The Corporation is pro-actively adjusting to
the dictates of a leaner future, by improving its planning and industrial
relations systems, restructuring corporate engineering and rail opera-
tions, and upgrading information and communication.

As a result of FSC re-organisation, and in co-operation with the
Sugar Cane Growers Council, a renewed mission will also come to the
Sugar Cane Research Center and Fiji Sugar Marketing. Both require
additiona resources to be able to provide additiona services to the in-
dustry and value-add on the existing product.

Similarly, the Sugar Industry Tribuna is entering a new era in
fecilitating industrial conciliation and arbitration. Productivity in mill
and field is high on the agenda. A thorough review of the socioeco-
nomic impact of the Master Award is due. Socia partnership is now
intimately dependent on joint economic reforms.

This symbalic transformation of the industry is not just menta,
but dso physical.

The mgor Sugar Industry organisations will be changing their
address. FSC, SCOF, and the SCGC have the intention to move from
Suva to Lautoka by 2000. If sugar is grown in the field, surely it is
best managed from where it can be seen!

The transformation of the Growers Council will require a sepa-
rate inquiry. It is advisable to improve the method of eection for
councillors, moving from sector based ‘seats to mill area proportional
representation, to reduce the ill effects to two party polarisation, and
embrace the broader family of grower interest groups.

Councillors are elected as lobby for the very diverse interests of
cane growers, ranging from rail farmers who enjoy free transport to
lorry farmers who pay 20% of their income to transport, from tenant
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to freehold farmers, from middle class ‘paper’ farmers who hardly
touch a stick of cane to poor subsistence farmers with high debts, from
superbly skilled farmers to lazy farmers who hardly weed or fertilise,
from large estates to 1IHA hobby farms, from the political left to the
right.

Sector based sdlection of one dominant group does shut out small
farmer groups that could help broaden the representative reach of the
Council. By means of proportional representation, a group with 10%
of the growers vote in a Mill area would have a candidate, on the
Council, and strengthen the level of discussion.

It has proven very difficult for elected councillors to be the
agents of change in carrying the Best Practice message to the field in
their sectors. For the Mill Area Committee to function properly, fort-
nightly meetings are preferable, and more permanent Council Staff
should represent growers instead of politicians.

In today’s climate of tenant’s uncertainty about lease renewal,
Council’s political focus adso can hinder its capacity to promote the
long term hedlth of the industry, delaying key programs such as Qual-
ity Cane and Mechanica Harvesting. Nor is Council given the -
sources to address the escalating deterioration of planting and harvest-
ing practices, leading to a steady decline in farm productivity.

The current palitical organization makes it difficult for Council
to obtain growers consensus on funding essential change programs,
even when these are clearly in the interest of the wider community of
growers, such as superannuation deductions. This gap leaves a serious
vacuum in industry development strategy.

But under the circumstances the
Growers Council has succeeded in | Fl_]l CANE CARD
carving out an increasingly important haaemn i
role for itself, by providing various —Sdmess it
free lega products to growers 'iﬁw 7 SR A
through fine innovations like Cane "*""“'-” AN
Card, and by giving the great diver- “ssusse sisan cane crowens commin:
sty of growers highly focused repre-
sentative sKills.

Implementation
The Sugar Commission of Fiji through this strategic plan, and the
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Fji Sugar Corporation through its 1997-2001 Five Year Plan, both
have cetailed blueprints as well as the management and technica in-
frastructure to effectively implement the change programs on sched-
ule.

The new SCOF Advisory Committee on Sugar Cane Research is
facilitating the relocation of the SCR Centre, the formation of aninde-
pendent organization, and the location of appropriate sources of fund-
ing.

A draft plan for the re-structuring of Fiji Sugar Marketing is on
the agenda of the new SCOF Advisory Committee on Industry In-
vestment and Mill Efficiency.

The changes at the IRC Office and Tribuna may best be effected
on the basis of a joint draft proposa by SCOF and the IR Commis-
sioner to change the Act.

The Sugar Cane Growers Council receives a draft strategic plan
in concert with this industry strategic plan, to help guide its develop-
ment to meet future needs. The Council currently has the technical and
organisationa infrastructure to deliver basic grower services, but re-
quires more independent sources of income to meet the chalenges
placed beforeit.

Industry Development Directive # 10

“ To adopt a best practice philosophy, industry institutions first must reshape
their sense of purpose to fit the times’

Today's sugar industry indtitutions are the result of a gradud fragmenta
tion of the CSR — once a successful, integrated “empire’ that was held together
by the smple principles and dictates of |aissez-faire capitaism.

In absence of the singular will and colonid paerndism of yesteryear, a
complex regulatory framework has been erected to shidd the diversty of in-
terest groups from each other. A house divided cannot stand, so walls were
built to prop it up.

This framework of regulation is in danger of dowly strangling the indus-
try itsdlf, for changes come dow, usudly “after the fact”, and do not give the
players the chance to manage pro-actively to meet ever rgpidly changing mar-
ket conditions.

The time has come therefore to transform the industry intitutions, not
by building better Berlin Walls around them, but by interaction, by networking
asavoluntary collective of mutualy dependent decision making nodes and

profit centers.
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CHAIRMAN TRIBUNAL

PERSONAL
[ | ASSISTANT

DIRECTOR POLICY & SECRETARY OFFICE MANAGER INDUSTRIAL RELATIONS

DEVELOPMENT SCOF COMMISSIONER
PERSONAL
POLICY RECEPTIONIST ASSISTANT M
RESEARCH
CLERK CLERK CLERK/
NETWORK TYPIST
REGISTRAR
ADMINISTRATION || OFFICEASSISTANT
MESSENGER

RESEARCH & PLANNING
OFFICER

DATE BASE ADMINSTRATION

OFFICE ASSISTANT
MESSENGER

STRATEGY 7.1 An Expanded Role
for the Sugar Commission of Fiji

(1) Ensure the timely implementation
of the Industry Strategic Plan, and
sponsor industry reform by co-
ordinating al Committee mestings

(2) Sponsor Magters and Ph.D. re
search for vitd, sugar rdaed stud-
ies

(3) Build an industry data base, in-
duding GIS mapping capacity

(4) Create a quarterly SCOF report for
digtribution to stakeholders and the
media, liging key datistics, market
trends, progress on reform pro-
grams, photographs,
message by the Charmen, and
newsitems

(5) Ensure the implementation of field
mechanization and harvest reforms

(6) Budget for, and facilitate, a multi-
media Best Practice campaign that
promotes improved efficiency in
al aspects of the industry, engen-
ders a new sense of pride of ke
longing, reeches dl stakeholders
and has the depth of professional-
ism to ‘drike a cord’ in the com-
munity

(7) Integrate the Office of the Indus-
trid Reations Commissoner with
the Sugar Commission of Hiji, and
let the NLTB join the Board

(8) Widen top leve liaison with key
markets and sakeholders, and gp-
point a Director Policy and Devel-
opment with broad internationa
experience
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(9) Move SCOF's main functions to
Lautoka before the year 2000

(10) Review the role of the Mill Area
Committee, to increese its regiond
rdevance and organizationd infra
dructure; change the Act to local-
ize the Charman's podtion for
each Mill, and empower it to m
prove the peformance of sectors,
in anticipation of Mill Area based
pay systems

STRATEGY 7.2 New Directions at
the Fiji Sugar Corporation

(1) Introduce productivity payments to
save costs and improve efficiencies

(2) Re-organise the various transport
functions under a new Department
and set up this Transport Depart-
ment as an independent profit cen-
tre

(3) Sek usar-pay chages from rall
growers to cover 73% of transport
costs, and invest this to systemati-
cdly reduce the cost per tonne to
growers by boogting tota tonnage
hauled from 2M to 3M tonnes

(4) Set up a publicity unit to better in-
form mill employess and commu-
nity

(5) Dives control of the Sugar Re
search Centre and Extenson Serv-
ice and storage, shipping and re-
lated responsibilities of FSM.

(6) Invest $8M p.a in automation and
replacement of capital equipment

(7) Move head office from Suva to
Lautoka before 2000, and move
the Corporate Enginesring func-
tion into new facilities as a profit
centre

(8) Expand capecity to mill 4AMT in a
26 weesks crushing season, and
over the longer term, in the expan-

son of mill capacity to 4.6MT by
means of (a) over 40% reduction in
stoppages through productivity in-
centives (b) seek additiond in-
vestment of $40M over 5 years. ()
reinvesment of savings on ral
expenditure (see # (3) into mill

(9) Expand the planning and develop-
ment function to hep s and
monitor station level targets, assess
innovation, and facilitate tactica
planning.

(10) Ensure improved worker partici-
pation, st up an Employee Rda
tions Committee, dreamline the
grievance procedures, award inno-
vetion.

STRATEGY 7.3 Empower
New Sugar Cane Research & Exten-
sion Services

(1) Set up a permanent industry advi-
sory committee on cane ressarch
that networks research data and
monitors progress of sector targets,
and fadlities change over from
FC's Sugar Cane Research Cen
tre

(2) Locae a suitable site, and apply
for AID funding for new facilities

(3) Draft an organizationd plan and
budget to meet the misson and

gods

(4) Draft legidation, and appoint a
Sugar Cane Research Board

(5) Seek funding of $3m p.a from -
dustry from 1998 to 2002, and d-
ter that request, ongoing industry
funding of 50% of the Sugar Ex-
port Tax

(6) Widdy promote research findings
amongst the community of grow-
es

(7) Explore moving Extenson Serv-
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oes—fromm FSCtothe—Suga—Care
Research Centre, and cregte incen-
tives for 5 ‘Best Practice growers
per sector

(8) Develop the Seegaga research sta
tion and other cane trid plots as a
revenue raising venture, designed
to fund extra training and incentive
packages for research personnd, in
order to keep quality staff

(9) Link extenson d&ff and orgeniza
tion to Mill Area Committee gods

(10) Integrate the ROC team objec-
tives with grategic planning pro-
gams

STRATEGY 7.4 New Respon-
sibilities for the Sugar Cane
Growers Council

(1) Ensure  rgpid  improvement  of
planning and implementation ca
pecity, by appointing a Panning
and Deveopment Manager and
support staff

(2) Dedgn and Implement a staff @&
velopment and training program

(3) Ensure a change in councilor dec-
tion procedures, from a sector
based ‘winner - tekes — dl’ repre-
sentation to a Mill Area based pro-
portional representation, that d-
lows for effective representation of
each sactor/digtrict

(4) Move Headquarters from Suva to
Lautoka, and raise income from
rent

(5) Continudly promote extra income
techniquesto educate dl growers

(6) Link computer systems from all
districts, set up E-Mail facilities

(7) Pro-activdy encourage  amdgama:
tions of gangs for mechanica load-
ing to meet naiond gods and
broadcast the financid benefits

(8) Externd—the—technica—knowiedge
base of the Council by means of
locd and overseas workshops for
directors and gaff, and adding sec-
tor based andysis capacity, deve-
opment gods and personnd re-
ources

(9 BExtend the range and use of
Grower Services, by seting gods
to double grower's use of legd
products and revenue raising
products through Cane Card, over
the counter, and user-pay products

(10) Invedtigate, develop and imple-
ment the introduction of incentive
based bonus schemes for gaff and
councilors to meet progressive im-
provementsin peformance gods

STRATEGY 7.5 Reorganising Post-
Manufacture at Fiji Sugar Mar-
keting

(1) Fecilitate ~ FSM restructuring
through the SCOF Industry In-
vesment and Mill Efficiency Ad-
visory Committee

(2 FSM to lease shipping facilities
from FSC

(3) Creste a new organization sruc-
ture, that includes shipping and
dorage daff from FSC, and in-
creased marketing staff

(4) Secure industry funding for the
new company, adding the cost of
shipping to FSM’s current share of
the industry revenues

(5) St up an appropriate corporate
framework and accounting sy stem

(6) Ensure daff is placed with sugar
brokers and molasses agents to
bring home improved understand-
ing of the market opportunities

(7) Improve product mix, from pack-
aged end products to new whole-
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sale products, and explore the @-
tion of makeing compatible
products

(8) Have specidist podtions  for
Europe and the Pacific rim Ma-
kets

(9) Improve sdes andysis by attract-
ing satistica and anaytica skills

(10) Communicate market and mar-
keting news to te nationd press,
the FSC in-house magezine, the
SCOF quarterly and Growers bi-
monthly

STRATEGY 7.6 Moving the Goal
Postsin Industrial Relations

(1) Nurture the introduction of indus-
trid reform in the industry through
the SCOF Sub-Committee on In-
dustrid relations and working pa-
ties

(2) Encourage  good  functioning  of
Mill employee relations commit-
tees, tha focus on OH&S, im
proved grievance procedures and
productivity.

(3) Prepare for a shift of the IR Com+
missioner’s Office to SCOF

(4) Devdop a greater understanding
amongst stakeholders on the im-
pact of market changes on the n-
dustry, and seek funding for com-
mittee study trips, seminars and the
invitation of relevant guest spesk-
es.

(5) Develop a policy of digtinguishing

mediation and arbitration issues
tha need indepth accounting
andysis from those which are not

(6) Review the impact and functioning
of the Master Award of industry

(7) Study the impact of Cogt of Living
increases on the viability of indus-
ty ad examine the socio
economic aspects of Productivity
pay rises

(8) Integrate the Growers Registra
tions with the SCOF database to
have a one-stop shop approach to
inquiriesand anaysis

(9) Communicate regularly to Industry
publications with advice and news

(10) Seek AID sponsors for candi-
dates n the field of Industria Re-
lations who display leadership, to
fund scholarship for overseas stud-
ies.

BEACHMARKSfor Stage 1

(1) Relocation of Industry ingtitution
headquartersto Lautoka by 2000

(2) An independent, relocated Sugar
Cane Research Centre by 1999

(3) A corporate restructuring of FSM
finalized by 1998

(4) Achieve a doubling of grower
awareness on income growth

(5) Reduce arbitration cases coming to
the Sugar Tribund by half

(6) The Growers Council achieves a

reduction of the canelevy by 25%.

Sugar Commission of Hji
G PO Box 644, SuvaHiji
Dominion House, Suva
Emall: scof @iscomdfj
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Sugar Industry Structure

Parliamentary Select]]
Committee,Sugar

Cabinet

MAFF appoints
Ministry of Agriculture, Directors FSM

MAFF appoints 7 Directors Fisheries & Forests -
MOF appoints 1 Director 1 MAFF appoints
Rep of SCOF
|Sugar Commission of Fiji
Employees ] CHAIRMAN
appoint I Fs.c INDUSTRIAL
Reps on SCOF COMMISSIONER
FSC appoints |EMPLOYEES GOVERNMENT ||
Reps on - i SCGC appoints
SCOF Chairman of Mill Reps on SCOF
Area Committee SCOF Chairman is
Mill Area Chairman of FSM
Fiji Sugar Corporation Committee
Im‘ LAUTOKA Sugar Cane C_;rowers
——— [RARAWAI e Council
|MANAGING DIRECTOR | FSC appoints ™ TABASA ot
Reps on MAC [F5ENANG ;ppom SMAC
HEAD OFFICE epson
FOUR MILLS
|LAUTOKA| FARAWAI"PENANG”LABASA | CHIEF EXECUTIVE
DISTRICT COMMITTEES
0og
Procedure SECTOR COMMITTEES

Erpioyees 0] O

Employees appoint Reps on MAC GROWERS
SMSOA
FSCSA

FSTU Dljl]DDDDD

FSGWU FSC and Growers linked by Master Award

Industrial . -

Commissioner | | Industrial Tribunal Accountant
conciliates | commissioner ||Accountant [|advises SIT on
on disputes proceeds

Sugar Industry Tribunal
Tribunal determines Master Award and variations and
disputes referred to him by industrial Commissioner
and certifies proceeds of sale of sugar and molasses
and maintains Register of Growers.

Sugar Cane Growers Fund
Chairman of SCOF is Chairman
with Government and Council
representatives.

SMSOA - Sugar Milling Staff Officers Association
FSCSA - Fiji Sugar Clerks and Supervisors Association
FSTU - Fiji Sugar Tradesman Union.

FSGWU - Fiji Sugar General Workers Union.



